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EDUCATIONAL INNOVATION AT THE NAVAL WAR COLLEGE
1972-1974
‘A CASE STUDY

The purpose. of this paper is to describe the prqcess‘of

in
innovation and education at the Naval War College from 1972 to

1974. It is not to support or advertise what was done, but
_rather to éxam@ne how it wéé done, what opﬁosition was encountered .
.and what lessons were learned.
After I received my assignment as Preéident of the Naval f
War éoliege in February 1972, I had about 5 months to prepare
myself for these new responsibilities before actually assuming
 them.’ (Forvfour of tho;e months I did this as an off duty
:function.) The first question I sought to answer was "What
., should one téach;atﬂa War-College?" In Short, what does'a‘mid—
éareer.ﬁiliﬁary offi;ér nééd to léarn in'ordervto improve his .
effectiveness‘and productivity. In essence, this réall? amounted
 to asking the éuestion, "What is the objecti&e in having a war
College?" | |
To proceed in tﬁis direction I asked’a small group of
respected educators, industrialists, bureaucrats, and naval
officers to join me in Washington for a one day chfefence.

This included the Presidents of two of our major universities,

Approved For Release 2003/04/18 : CIA-RDP80B01554R003600250001-9




Approved For Release 2003/04/18 CIA-RDPSOBO1554R003600250001;9

the presidenté~of_two-major corporations who do business with
the military, five men who held top ievel positionsyin the
State Department,'Department of Defense;“and the Nation%l
Security Council and were now in academic p§sts,‘ana one junior and
one senior naval of%icer with what I consider to.béAprogréssivei
outlooks. The Chief of Naval O?erationé, Admiral.ZUmwalt, agreed
to joi;"wifh us for an hoﬁr of this conference. During the
.conferenCe I asked the.partiéipants to discuss what they believé
Qere fhe strengths and weaknesses of mid—caree; military officers.
Out of this discussion I began to see several objecti&es.for a .
War College: | | |

i. To reduce the excéssive conformity of thought which
' milifary officers exhibiﬁ by exposing them to a wide di&ersity-
of ideas.

2. To couhteract the ﬁarrowness of viewpoint which many
military officers evidencef in particular; the military-indus-
trialist who were preseﬁt pointed out that in their view military
officers were usually out of touch.by six months or a year with
trends in the country; thét they never quite appreciated that
the changes they made to their hérdware cost money:; and they
really were oblivious to the fact that industry must make a profit

in order to continue servicing them.

+ -
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3. That there was a vast scope of factual information
worth transmitting to these students.v Each time some member of
the group proposed another subject that was of undoubted value
to these‘students, ohe of our group kept bringing us back to
the issue of why we wanted to transﬁit that rather than something
else. , It became readily apparent that it would be impossible to
update these officers on all of the factual things with as
disparafe futures as aAWar College cla;s would encounter. The
idea, tﬁerefore, emerged that developing a method of thinking
or way of approaching problems was a more suitable objective for
mid-career military education.

4. Overall the first step in any innovation appears to me
to be establishment of one's objectives and this conference
clearly helped me to set such an objective.

A second step in innovation is to assess what the existing
situation ié, and then to match that against thé objective. 1In
‘taking a thorouéh look at the War College program in existance
I found the following points which did not appear to be in line
with the basic objéctive I had establiéhed:

1. A review of the syllabus showed that there were literally
hundreds of subjects covered.  Every Navy community was rep-

resented: Anti-submarine warfare, anti-air warfare, submarines,

3
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iﬁtelligence,.oceahography, etc. I attributed this to historical .
circumstance. Prior to World war II the objective of the Naval-'
War College was tO teach‘officers how to beat the Japaneée
fleet. 1In the»immediaté post WW II era the entire military
establishment became ipcreasingly aware of the interaétion between
military considerations and diplomatic and political. The scope
of the‘War College program was extended to include substantial.
emphésis on.international relations. Beyond that, every year
from then on semething new Qas added to the curriculum due to
the pressures or the Yyogue of the day. There came a time when
Balance of Payments was now something of interest to the military;
there came a time when the planning programming and budgeting
system was the latest ihnovation; there came a time when melti—
polarity was replacing bi-polarity as the current terminology: efc.
It appeared to me that each time a new topic such as these was
‘edded to the curriculum only a smaller slice of something was
removed. Thevresult was a course constructedeby accfetion and
one fhat lacked discernable form. There was ;eally. no hope
that so many subjects could be covered in an adequate manner.

o Decision: Therefore, it appeared to me that we should
reduce the diversity of subject matter and teéch a fewer nﬁmber

of subjects but teach them each in depth. Basically this required

4
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- a commitment ﬁo leaving things out of the curriculum that would
be worth the students studying. It would take a conscious de-
lvberate and sutbborn pollcy to do this.

" Another characteristic of the existing course is that it
was very much oriented‘towards cufrent“events. The emphas%s
on 1n+ernat10nal relations had developed into a concern for
coverlng the contemporary 1nternatlonal plcture. Thls included
the‘outlook and prospects_for United States foreign policy with
regard to various areas of the world and the particular condl—
tions extant in various countries and ‘areas. The problem with
this approach is that if the material were in fact current ih
must also be time sensitive. Therefore the value to student
would appear to be short lived.

Decision: This led to a concept ofnoors ructing atcoprse
,that would be of more permanent value to the student, a course
that should brihg about a fundamental improvement in the.offi-
cer's capability rather than a one time updating. This again
would require a deliherate and stubborn policy of resisﬁing
pressures and tendencies to concentrate on items of near term
value.

In the previous school year there were over 170 outside
lecturers who visited the campus. You cannot design a course
around such a series.of guest speakers over whose lectqre con-
tent you have no control. Yog never will know what the course
is going to be from year to year under these circumstances. As

5
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a concomitant to this, in addition, the minds of the faculty
need not be engaged under these circumstances. The faculty were
in fact, constructing curricula, and then recruiting and adminis-

tering the visitor who would teach those curricula. The end re-

'sult was a dearth of intellectual stimuli on the campus inself.

Decisioh: If the basic objective is to improvg the offi-~
cer's thinking process, the. stress on lectures shogld be reduced
in faéor‘of more reading and Writing on the part of the individual
.student.  Concomitantly, we must establish a high grade in-house
capability éo teach.

The existing program included several field'trips for ﬁhé
students. One of these was to the United Nations in New York,
and another to the Royal College of Defence Studies in London.
Each of these was expensive in both dollars and time. It was
not clear to me why either the United Nationé or Great'Briéain
were particular subjects on which to focus at this particular
time and in this particulér course, How did they reinforce what
the War- College was attempting to teach? Were they féally.neces?
sary, or could the ﬁime and money be better employed in.other,
ways?

Decisioﬁ: The benefits of field trips did not appear to
be worth the cost particularly in the student's time. They were
to be eliminated and the money employed for purchasing books which.

the students would utilize and then retaih.

- -
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.Thefe was an extracurricular master's degree program in
. associaﬁion with George Washington University. This program
clearly competed for the time of those students who enrolled
in it (approximately 50% of the student body). There was little
doubt that when faced by a conflict between two masters, the |
student opted £o serve .the oﬁe who;gfantéd'a shéepskiﬁ. If this
George Wasﬁington program was needed to prop up the Naval'War
College academic program, then the Naval War College was not
vdoing‘iﬁs job,vparticuiarly for the 50% of the students who
iwére’ndﬁiénroiléd in thevGéérgé Wééhingtdn exercise. 'Béybhd
ail this; the Navy has about.three times as'many officers with
Master's degrees in International Affairs as it has reason to
employ. The question arose as to why we were encouraging more.
-Decision: In view of the questionableness of this pro-
~gram and yet its popularity, the decision was made to conduct
a controlled experiment during the first year of the new pro-
~gram. One of the two colleges would be permitted to continue
the associated degree program, while the other wéuld not. At
the samé’time, the Naval Wér College program, in both colleges,'
would be strengthened and madé more deménding for the.students.
At the end of this exéerimentation period, it was clear that
only exceptional students could meet the demands of both courses.
_Unfqrtunately,_there was no way tquelect.those who‘could carry
. both work loads at the beginning of the year'whenAit was neces-

sary to select these students.
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The top officers in their respective year groups were
not c;amoring to be assigned to the Naval War College;_‘Instead
they were looking for "career-enhancing” assignments, usually
in the Washington arena.

® Decision: It would be neceésary to encourage the

Bureagyof.Naval Persoonelkto assign its better officers to the
War Coilege. This did not ~appear, however, to be a long term
solution. Only by maklng the course more attractive so that
it would "pull" officers to ‘it could we expect to attract
the better officers over time. It appeared that the
"attractiveness" of the present course was in some degree founded
on a lack of academic pressure. This presented the challenge
do me of making the course more academically demanding gnd,
yet more attractive to the individual student. Clearly‘thio

meantithab the course had to have a discernable péyoff in terms

of 1mpro§od capablllty for performance in the individual officer.
Hav1ng establlshed an ob]ectlve and basic procedures,‘

the next step in 1nnovatlon was to develop a curriculum to

fulfil these requirements. I attempted this gradually over the

five month period throﬁgh conferences with'educators, military

officer, and people familiar Qith the boreaucratic process in

the Department of Defense. It aopeared to me that .naval offlcers

;aﬁ Eld career needed enhanced 1mprovement of their ablllty

to approach a problem in three distinct areas: Broad national

strategy; the allocation of resources in defense; and the

: | | o .
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»employment of naval forces tacticaliy, Since the basic
objective was to improve methods of approaehing problems

and making decisiohs, i‘opted to concentrate on a case study
approach. The objective here was to get away from the
excessive conrormlty of thought and narrowness of rlewp01nt
by utilizing case studies that would brlng out numerous
equall§ “eorrect" solutions.to any given problem. ' To avoid
the pitfalls of emphasis on contemporary data, Iddecided to
emphaSLZe the hlstorlcal approach to these case studies..»In

s ey o

'the case of strategy thlS mlght have meant going as far back’
as Thucydldes andugooklng at various casesvin strategio decision
making. In resource a}locatlon or defense economics_it meant
looxlng at recent,Mbpt generally completed, decisions in the
aSSLgnment of dollars or manpower. In tactics it meant lookihg
at largely hypothetical cases with some historical accent
also. We were able to shape—up the case studies in strategy
before I reoorted aboard and even to order many of the textbooks.
Only the board shape of the Defense Economlcs course had

evolved, and even I%ss of the Tactlcs course. Thus the de0131on

was made to phasew:h’the new program sequentially Wlth the

Strategy course commencing invSeptember, the Defense Economics

course in December, and the Tactics course inbApril. |
what, though, were the risks of inhoVating in this abrupt

a manner?  Certainly any innoVator must weigh' his expected

risks agalnst the exoected beneflts. I saw the following:

o There was clear danger that we would not be able

to define the new program in time.
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® There wae a danger that we would not be able to
find the right people to teach the new program. Coula'we
actually put a team together which woula.implement it on such
a short order? |

® Would we be able to sell the new progtam to'the
"powers that beﬁ?
g ﬂa What were the dahgers if the new program were a
flop? Could the Naval War College s reputation surv1ve°

Nlnety percent of the incumbents. at the War College adv1sed

me that it could not be done in time: We could not get the
faculty; we could not get the books and materials that would
be required; we could not get the lecturers . committed; we
could not get the printing done; we could not mold the faculty
-1nto a team properly»etc. At the same time 1 looked at two of
the plusses that I.had going for us. One was that Admlralv
Zuﬁwalt_had given me his full support and encouragement to
make the changee I saw fit. I would like to add that he not
only did this in advance of my arrlval at the War College,
'but throughout the first year of this new experiment supported,
"the program ﬁnstintingly. I am well aware‘the he received
numerous phone calls, letters,-and-other forms of complaint
as to what I Was doing. During that year he never paseed any
of these to me to prepare'the response or to justify my
position. He shouldered t@at.butden entirely timeelf,_and

shielded me as much as was humanly possible from such opposition.

10
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Secondly, my immediate superior, Vice Adnmiral Chris

'Cagle, Chief of Naval Education and Training also gave me

his total support including the authorityvto deal directliy

with»Admiral Zumwalt on matters of educational substance. Both

of these forms of .support were utteriy essential to the cutcome.
In making the innovation happen,bperhaps the most critical

decrs*on was whether to proceed in a gradnal and plecemeal

'fashlon or to do it in what I would term a blitzkrieg

manner. I dec1ded that if we wanted to accomplish a major

change that we had to use the Blitzkrieg approach rather than

a gradual one, I felt that I would be absorbed by the educatlonal

bureaucracy of Newport if we attempted to introduce the program
over a period of time. I thought the program would.consequently
become watered down. There would be a real danger of having the
worst of both possible worlds. This decision to make a frontal
approach in a Blitzkrieg manner is. certainly one of the most con-
troversial that I had to take. It inexorably led to certain other
actions on my part. One of these was a decision to break down thev
established heirachy and organization. I did this both to get my
.own people into the key jobs and to get control of the'programr
The actual technlque was to shift from an organlzatlon of the
College into two subd1v1310ns, the senior course and the junlor‘
course, with a naval officer in charge of each. Instead we estab-
lished three academic departments with control over all of the
teaching resources. We gradually stripped the two college directors

11
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of their assets and turned their functions into the equivalent

of being Deans of Students. The organization is actually more

logical and in line with normal academic procedures. I took
it, however, not for organizational efficiency, but in order

to establish'control over the new program. It just did not

appear feasible to get the same "old dogs" to perform "new

‘Atricks" 1n ‘the same - organlzatlonal e1v1ronment as before.

Secondly, the blltzkrleg ‘approach almost forced me 1nto
more personal control over the new program than was desirable.
I feund it necessary toioversee and to apprcve aliAccnception
mechnical and administrative aspects‘es they developed. In-
‘itially this may have been necessary and satisfactory in the
long ruh one of the great strengths of the new program was. in

allowing the faculty to gain a sense of responsibility and

stake in the program.
Thirdly, the blitzkrieg approach naturally attracted

attention not only in the Navy but in the other mil%taryiservices.
| We were theﬁefore pushed,into an active public relations programi
[‘to explaln our rational for the changes - Much of the criticiems
- we recelved was based on lncomplete or 1ncorrect 1nformat10n.wA

I spend a great deal of time on personal communication with

key flag officers both active "and retired, previous Naval War

College supporters and many others. We established an open

door policy with the press to encourage a fair look at what we

are doing. Due to the amount of resistance that developed,

it appeared to me that being totally forthright, and opening

.- : 12

Approved For Release 2003/04/18 : CIA- RDP80B01554R003600250001 -9

e




Approved ForbReIease_ 2003/04/18 : CIA-RDP80B01554R003600250001-9

the doors to show what we were doing, would be the only way to
eliminate doubt and suspicion in the long -run. | |

Where did these resistances come  from? Basically there
were fiue different groupings:

o There uere special interest'grou§s; Most of
these felt that their,particular.area of expertiSe or concern
" was being neglected. For instance, quite a few biuiliau |
international lawyers took exception to the fact that "Inter-b
national Law Week" was disestablished. Internatiohal Law
was faotured into the case studies instead, loosing its
individual identification, It also terminated the tradition
of bringing a series of international lawyers to_the campus
for International Law Week. These lawyers ealled upon the
Secretary>of the Na&y; wrote the Secretary of the Navy and‘
took other:steps to decry the new program without so much as
.preparing their case by asking us what we were doing instead.
The-onlf way to counter this was to be patient, to meet with
as many of these people as 1 could and to Write.to as'many
as we could. There were subcomponents of the Navy who felt
_that there particular area of concern was also being neglect—
ed. Throughout the entire two years here I have found it
necessary about once a quarter to respond to a letter from
a 3 or 4 star flag or general offlcer as to why hlS partlcular
area is not being spe01f1cally covered by a separate course
of study. It is amazing how many people in the military look
at the 450‘military officers who are assembled for ld months
. | v 13
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'iat the War College and view this as a great opportunity
to 1ndoctr1rate them 1hto one thlng or another.
0 There were of course alumni and friends of‘the

War College who regreted seeing any substantial change.
Some of these were influential civllians who advise“and
support,top people in the Navy. Some were junior officers
that-;ere.placed;in spots as‘executive assistants and
military‘aides.' Some, of course, more senior offlcers,
. probably some of the 170 who are no longer 1n1vted to
nlecture at the War College. About all we could do w1th
this opposition was again to be patient, to give a littlé
_here and there, and to ride it out. Ba51cally I hoped
that as our graduates began to go. back to tb fleet they
.would carry the message with them that the course was
benef1c1al . Beyond that, werdeveloped the Annual Report
which was an effort to exolain the new Program and we
attempted to insure- dlstrlbutlon of this to the. pr1nc1pal
opponents, as well as the frlends of the new program. -

There was con51derable opp051tlon from the Retired
Flag Officer communlty. In essence, I dlagnosed thls as‘
‘being more opposition to Admlral Zumwalt and not necessar-
ily to the program itself. I tried to communlcate Wlth
those who were most skeptlcal »Beyond that, there was
llttle we could do, besideg again being patient.

There was considerable opposition within the facultyv

of the War College itself. This ranged from downright

opposition and attempts to sabotage the program to express=.
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_sions-of discontent that were very disturbing to the
students. The oppostlon focused in two areas that eas1ly
could have been ant1c1pated. First was the pressure for

more contemporary focus and then pressure for mote com;
pleteness in what we Were doing. We worked around this
opposition in part by shuffllng peoole into dlfferent jObS
where, ‘they were not as close to the students.

Finally, there was OppOSltlon from w1th1n'the student
body themselves. This can hardljnﬁe blamed on them or
unanticipated. -Any precipitate change in direction ftom
what a student expected when he received his orders to
the War College was natural’y viewed with susplclon With-
in the students there was partlcular pressure to place more

emphasis on the contemporary scene. These students are very

much concerned with thelr next assignment and their pexrfor-
mance in that assignment. . We employed several techniques to
understand and minimize this student opposition if possible.
Once a month,‘I met with any students who wouid'like te ex-—
press:their opinions on the course or any other subject. We
distributed questionnaires at the end of each sub- sectlon
vof the course and at the end of the year. I read each of
these carefully and responded in writing to all of the end-of
~the~course questionnaires. I wrote personally to the
Students six months after they graduated. I explained the
changes we had made as a résult of their questionnaires and

solicited further comments. As these comments have come in

15
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we have been pleased to note thaf quite a few of them
expressed a feellng that the course is prov1ng of value to
them tnough they were skeptical or opposed to the prOgrem
when they graduated.

Wwhat, then, have been the results? It is unequivocal that
the blitzkrieg has succeeded. The new course is in effect.
I+ is working. It is working well. The second crop of
: students are particularly enthusiastic about it, having
'arrived'under no misapprehension as to what they could expect.
This is not to make an evaluation on whether the new course
is better than the old. It is simply to coﬁfirm that iﬁnove;
tion can take place within the military establishment;. Whether
it ie worthwhile>to do it in this manner, whether it will

R

] . . .
survive over tlme, only time can teli. There are a few things

that I would do dlfferently if I had it to do over: S g

o As part of the initial blltzkrleg my ope;ie;
address to the student body was very strong, in fact overly
abrasive. This probably encouraged some of their resistance.

e My monthly sessions with the students developed
~ too frequently into gripe sessions. Overall this and other
factors led us into a eyndromelof constantly taking our own
pulse, retrospection. We were paranoicly asking whether the
new course was working. ~The result was that we probably fo-
cused mefe aetehfion>on syﬁ?tems and probiems thenvwe would

have noticed otherwise.

16
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‘@ Having it to do over again, I would have fired
some of the faculty preemptorily!
Again, the purpose of this piece is not to advertise

. ! - ‘
that which we accomplished in this innovation was good or
U R

better, it is'simply to contend that innovation can take
' place under the right ‘circumstances and to attest that
"while it takes a lot of work and planning, it is fun and

a challenge."

17
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Having spent my last_two years thinkiné through and presiding
over some fundamental changes at.the Naval War College, thonght
I'd share my experience with you. | |

Not presented as the deflnltlve formula for effectlng change
nor even as a good example of how to effect change. Some thlngs
turned out well;-some‘not,so_well f will let you be ﬁudge; I
discuss it'becausezh. o H
| 57 I can prbvide 1st hand informationAabodt it

@ You can analyée‘it,from detached point of view -:_\fgl

- ® Can serve as a ba31s for exchanglng 1deas about change

® Mlght SOlldlfy some of the concepts/ldeas you have

- percelved In these two days} o
'a Use as a test case for some ‘of your theorles on change/:"” .
1nnovatlon

III. A Plan of Actlon

Basically the same for all situations where you can

contemplate change:
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sometlmes come from unllkely places)

® ‘Asked a small group of respected educators, 1ndustr1allsts,""

R

bureaucrats, 1ntellectuals to 301n me ‘in- Washlngton to'

dlscuss what they belleved the strengths and weaknesses ‘ff~i§

of the mllltary offlcer were. (Can also be a means for

testlng your 1n1t1al 1deas)

® From thlS meetlng I began to see'-";.‘ 3>¥‘ 3 -
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stry‘profltn

"fNarrowness of v1ew, e. g.,-Indu

fFacts —:1mpossible.;;4'

Method of thlnklng approach.

4., A vague ldea of approachlng mld—career mllltary

c»to the needs of%O 4's and above

;They seemed ba51

Every Navy communlty'was repre— -

.'SubjeCtS covered.

fsented.. ASW AAW, subs, Intelllgence, Oceanography,il

etc. Course lacked dlscernable form Every year 'gg'f;@

-added somethlng due to pressures/vogue of the day.

How could you cover SO many subjects and hope to fﬁdf“

vhave an 1ntegrated course’-




*Dec151on~ Reduce subject dlver51ty,;teach a few o

subjects in ‘g

@ Course was. very current events orlented.t Todayie'interff*

2.

natlonal plcture. {If materlal lS current, itlmuet be.

be actlve and content predlctable.t Must establlshH




'Trlps - Student trlps (NYC to UN London towRoyai

Defense College) were expen51ve, used up valuable -

t;meﬁv_How dld they enforce what the NWC was trylng

—'Navy had 3X more MS s in Inter:nat;x.ona].'A_t'"f"anif:As_p't

han 1t could use.a Why make more’

.'lv*Dec151on-5 End these programs.ﬁ Strengthen
Demand more from studentslg*

VWC program-

.Learn to handle uncertalntl.

Decided on.course theme:

Basic needs.of the C+4/5:




Newtonlan world/technlcal spec1allst etc.;ii

Mllltary enVLronment abhors uncertalnty but these’

officers mov1ng into ungertaln world.

et . . : .o S O
- 3 . - < P s . . PO,

To become bette:jdébision;makers officers heed:to_. .

<alternat1ves

,.non-rational decision
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us,,needed-
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' Tlme agalnst us._i.» To throw out e} 50039&0

a new one »‘Could we be ready for next . school year" :

9 Could new progra.m be sold to "powers"'f
A o ] If new program Were a flop, could the NWC s reputatlon -

surv1ve7

thlng, got another.

: Implementlng the Plan-v!

A. Dec1ded if wanted to accompllsh ma]or change, had to

use Blltzkrelg v1ce gradual methods._ Would be absorbed

by bureaucracy over perlod of several months.

s
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B. Decided necessary to break establlshed hlerarchy and :
put own people in key jObS. .
- to get control of program and get it'going,:
7 'app01nted 3 academlc department heads in whom
I had falth.a Gradually strlpped College dlrectorsild”
Oof assets - this was 1nter1m step toward reorganl— o
- zation where academic departments would control o
faculty assets; Colleges would ‘be -admin, caretakersvé ;

-

of students.v o

j.—'personally oversaw/approved all conceptual/
mechanlcal/admlnlstratlve aspects as they
developed.
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VII. Seeking-support/fine tuningf

A. Enllstlng support.

. l.? Actlve PR program to explaln ratlonale for changes.iliy?

Much criticism based on 1ncomplete or 1ncorrect i7ﬂ;ﬁt;?
lnformatlon.' - N
2.'1Personal communlcatlon with key flag officers
(active & retlred), o0ld NWC supporters; other
;Senior Service School Directors, etc.,.to explain“
rationale, enlist support.

3. Open door policy to press.

18 o
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" future plans -°

invited comments ...
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g request for comments on utility of the oourse’
they received. o A /
C. Hired outsidevcurriculﬁm evaluator.'
D. Second year.?i |
IX. Where dld re51stance to 1nnovatlon ralse 1ts head°
1. Spec1al 1nterest groups -
a) Internatlonal,lawyers

oLétters to SecNav

31

JE UL S T S L S E P RORRE S N & N4

: ) Sub - components of Navy
| e.g. communlcatlons
WWMMCS
c) People who see opportunltles to_ihdootrinaté_
2. Alumni - Friends of College o |
Some influential }
e.g. GSD attendees
Well placed aides.
Some seniors
3. Retired

Rub off of Z opposition
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changed_organlzatlon to support“new goals

explalned ratlonale for actlons taken

ought cooperatlon and 1deas from all durlng

_entire,process




9 flnally, after change made,.reSLSted further

change untll new- program well sett led

XI. What would I do dlfferentlz7 'f. .‘f‘ ggfi;f'"

’ Convocatlon address (explanatlon of ratlonale and

"all plans for change° fflf"
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EDUCATIONAL INNOVATION AT THE NAVAL WAR COLLEGE

1972-1974

\
t

A CASE STUDY ?

The purpose of this paper is to describe the process of
ihnovation and education at the Naval War Coilege from 1972 to
1974. It is not to support or advertise what was done, but
rather to examine how it was done, what opposition was encountered
and what lessons were learned.

After I received my assignment as President of the Naval
War College in February 1972, I had about 5 months to prepare
myself for these new responsibilities before actually assuming
them. (For four of those months I did this as an off duty
function.) The first question I sought to answer was "What
should one teach at a War College?f In short, what does a mid-
career military officer need to 1éarn in order to improve his
effectiveness and productivity. 1In essence, this really amounted
to asking the guestion, "What is the objective in having a War
College?™"

To proceed in this direction i asked a small group of
respected educators, industrialists, bureaucrats, and naval
officers to join me in Washington for a one day cénference.

This included the Presidents of two of our major universities,

Approved For Release 2003/04/18 : CIA-RDP80B01554R003600250001-9




Approved For Release 2003/04/18 : CIA-RDP80B01554R003600250001-9

the presidents of two major corporations who do business with

the military, five men who held top level positions in the

State Department, Department of Defense, and the National
Security Council and were now in academic posts, and one junior and
one senior naval officer with what I consider to be progressive
outlooks. The Chief of Naval Operations, Admiral Zumwalt, agreed
to join with us for an hour of this conference. 'During the
conference I asked the participants to discuss what they believe
were the strengths and weaknesses of mid-career military officers.
out of this discussion I began to see.several objectives for a
War College:

1. To reduce the excessive conformity of thought which

military officers exhibit by exposing them to a wide diversity

of ideas.
2. To counteract the narrowness of viewpoint which many
military officers evidence. 1In particular, the military-indus-

trialist who were present pointed out that in their view military
officers were usually out of touch by six months or a year with
trends in the country: that they never quite appreciated that

the changes they made to their hardware cost money: and they
really were oblivious to the fact that industry must make a profit

in order to continue servicing them.
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3. That thefe was a vast scope of factual information
worth transmitting to these students. Each time some member of
the group proposed another subject that was of undoubted value
to these students, one of our group kept bringing us back to
the issue of why we wanted to transmit that rather than something
else. It became readily apparent that it would be impossible to
update these officers on all of the factual things with as
disparate futures as a War College class would encéunter. The
idea, therefore, emerged that developing a method of thinking
or way of approaching problems was a more suitable objective for
mid-career military education.

4. .Overall the first step in any innovation appears to me
fo be establishment of one's objectives and this conference
clearly helped me to set such an objective.

A second step in innovation is to assess what the existing
situation is, and then to match that against the'objective. In
taking a thorough look at the War College program in existance
I found the following points which did not appear to be in line
with the basic objective I had established:

1. A review of the syllabus showed that there were literally
hundreds of subjects covered. Every Navy community was rep-
resented: Anti-submarine warfare, anti-air warfare, submarines,

3
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intelligence, oceahography, etc. I attributed this to historical
circumstance. Prior to World War II the objective of the Naval
War College was to teach officers how to beat the Japanese
fleet. In fhe immediate post WW II era the entire militafy
establishment became inéreasingly aware of the interaction between
military considerations and diplomatic and political. The scope
of the wWar College program was extended to include substantial
emphasis on international relations. Beyohd that, every year
»from then on something new was added to the curriculum aue to
the pressures or the VOgue of the day. There came a time when
Balance of Payments was now sométhing of interest to the military;
there came a time when the planning programming and budgeting
system was the latest innovation; there came a time when mevlti-
polarity was replacing.bifpolarity as the current terminology; etc.
It appeared to me that each time a new topic such as these was
added to the curriculum only a smaller slice of something was
removed. The result was a course constructed by accretion and
one that lacked discernable form. There was really no hope
that so many subjects could be covered in an adequate manner.

o Decision: Therefore, it appeared to me that we should
reduce the diversity of subject matter and teach a fewer number

of subjects but teach them each in depth.. Basically this required

4
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a commitment fo leaving things out of the curriculum that would
be worth the students studying. ’It would take a conscious de-
liberate and sutbborn policy to do this.

Another characteristic of the existing course is that it
was very much oriented towards current events. The emphasis
on international relations had developed into a concern for
covering the contemporary international picture. This included
the outlook and prospects for United States foreign policy with
regard to various areas of the world and the particular condi-
tions extant in various countries and areas. The problem with
this approach is that if the material were in fact current it
must also be time sensitive. Therefore the value to student
would appear to be short lived.

Decision: This led to a concept of constructing a course
that would be of more permanent value to the student, a course
that should bring about a fundamental improvement in the offi-
cer's capability rather than a one time updating. This again
would require a deliberate and stubborn policy of resisting
pressures and tendencies to concentraté on items of near term
value.

In the previous school year there were over 170 outside
lecturers who visited the campus. You cannot design a course
around such a series of guest speakers over whose lecture con-
tent you have no control. You never will know what the course
is going to be from year to year under these circumstances. As

5
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a concomitant to this, in addition, the minds of the faculty
need not be engaged under these circumstances. The faculty were
in fact, constructing curricula, and then fécruiting and adminis-
tering the visitor who would teach those cuéricula. The end re-
sult was a dearth of intellectual stimuli OA the campus.inself.
Decision: If the basic objective is to improve the offi-
cer's thinking process, the stress on lectures should be reduced
in favor of more reading and writing on the part of the individual
student. Concomitantly, we must establish a high grade in-house
capability to teach.

The existing program included several field trips for the
students. One of these was to the United Nations in New York,
and another to the Royal College of Defence Studies in London.
Each of these was expensive in both dollars and time. It was
not clear to me why either the United Nations or Great Britain
were particular subjects on which to focus at this particular
time and in this particular course. How did they reinforce what
the War College was attempting to teach? Were they really neces-
sary, or could the time and money be better employed in other
ways? |

Decision: The benefits of field trips did not appear to
be worth the cosﬁ particularly in the stuaent‘s time. They were
to be eliminated and the money employed for pufchasing books which

the students would utilize and then retain.
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There was an extracurricular master's degree program in
association with George Washington University. This program
clearly competed for the time of those students who enrolled
in it (approximately 50% of the student body). There was little
doubt that when faced by a conflict between two masters,-the
student opted to serve the one th granted a sheepskin. If this
George Washington program was needed to prop up the Naval War
College academic program, then the Naval War College was not
doing its job, particularly for the 50% of the students who
were not enrolled in the George Washington exercise. Beyond
all this, the Navy has about three timés as many officers with
Master's degrees in International Affairs as it has reason to
employ. The gquestion arose as to why we were encouraging more.

Decision: In view of the questionableness of this pro-
gram and yet its ?opularity, the decision was made to conduct
a controlled experiment during the first year of the new pro-
gram. One of the two colleges would be permitted to continue
t+he associated degree program, while the other would not. At
the same time, the Naval War College pfogram, in both colleges,
would be strengthened and made more demanding for the students.
At the end of this experimentation period, it was clear that
only exceptional students could meet the demands of both courses.
Unfortunately, there was no way to select those who could carry
both work loads at the beginning of the year when it was neces-—

sary to select these students.
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The top officers in their respective year groups were -
not claﬁoring to be assigned to the Naval War College. Instead
they were looking for wcareer-enhancing" assignments, usually
in the Washington arena.

o Decision: * It would be necessary to encourage the

Bureau of Naval Pefsonnel to assign its better officers to the
War College. This did not appear, however, to be a long term
solution. Only by making the course more attractive so that
it would "pull" officers to it could we expect to attract
the better officers over time. It appeared that the
“att;activeness" oflthe present course was in some degree founded
on a lack of academic pressure. This presenfed the challenge
do me of making the course more academically demanding and
yet more attractive to the individual student. Clearly this
meant thaﬁ the course had to have a discernable payoff in terms
of improved capability for performance in the individual officer.

Having established an objective and basic procedures,
the next step in innovation was to develop a cufriculum to
fulfil these requirements. I attempted this gradually over the
five month period through conferences with educators, military
officer, and people faﬁiliar with the bureaucratic process in
the Department of Defense. It appeared to me that naval officers
Aat mid-career needed enhanced improvement of their ability
‘to approach a problem in three distinct areas: Broad national

strategy; the allocation of resources in defense; and the

8
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employment of naval forces tactically. Since the basic
\

objective was to improve methods of approaching problems
and making decisions, I opted to concentraté on a case study
approach. The objective here was to get away from the
excessive conformity of thought and narrowness of viewpoint
by utilizing case studies that would bring out numerous
equally "correct" solutions to any given problem.' To avoid
the pitfalls of emphasis on contemporary data, I decided to
emphasize the historical approach to these case studies. In
the case of strategy this might have meant going as far back
as Thucydides and looking at various cases in strategic decision
making. In resource allocation or defense economics it meant
looking at recent, but generally completed, decisions in the
assignment of dollars or manpower. In tactics it meant looking
at largely hypothetical cases with sdme historical accent
also. We were able to shape-up the case studies in strategy
before I reported aboard and even to order many of the textbooks.
Only the board shape of the Defense Economics course had
evolved, and even less of the Tacfics course. Thus the decision
was made to phase in the new program seguentially with the
Strategy course commencing in September, the Defense Economics
course in December, and the Tactics course in April.

What, though, were the risks of inﬁovating in this abrupt
a manner? Certainly any innovator must weigh his expected
risks against the expected benefits. I saw the following:

© There was clear danger that we would not be able

to define the new program in time.
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e There was a danger that we would not be able to
find the right people to teach the new program. Could we
actually put a team together which would implement it on such
a short ofderf

@ Would we be able to sell the new prograﬁ to the
"powers that be"? . \

© What were the dahgers if the new program were a
flop? Could the Naval War College's reputation survive?

'Ninet? percent of the incumbents at the War College advised
me that it could not be done in time: We could not'get the
faculty; we could not get the books and materials that would
be required; we could not get the 1ecturers,committed;.we
could not get the printing done; we could not mold the faculty
into a team properly etc. .At the same time I looked at two of
the plusses that I‘had going for us. One was that Admiral
Zumwalt had given me his full support énd encouragement to
make the changeé I saw fit. I would like to add that he not
only did this in advance of my arrival at the War College,
but throughout the first year of this new experiment supported
the program unstintingly. I am well aware the he received
numerous phone calls, letters, and other forms of complaint
as to what I was doing. During that year he never passed any
of these to me to prepare the response or to justify my
position. He shouldered that burden entirely himself, and

shielded me as much as was humanly possible from such opposition.

10
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Seéondly, my immediate superior, Vice Admiral Chris

Cagle, Chief of Naval Education and Trainin§ also gave me

his total support including the authority tg deal directly

with Admiral Zumwalt on matters of educational substance. Both

of these forms of support were utterly essenfial to the outcome.
In making the innovation happen, perhaps the most critical

decision was whether to proceed in a gradual and piecemeal

fashion or to do it in what I would term a blitzkrieg

manner. I decided that if we wanted to accomplish a major

change that we had to use the Blitzkrieg approach rather than

a gradual one. I felt that I would be absorbed by the educational

bureaucracy of Newport if we attempted to introduce the program

over a periéd of time. I thought the program would consequently

become watered down. There would be a real danger of having the

worst of both possible worlds. This decision to make a frontal

approach in a Blitzkrieg manner is Certainly one of the most con-

troversial that I had to take. It inexorably led to certain other

actions on my part. One of these was a decision to break down the

established heirachy and organization. I did this both to get my

own people into the key jobs and to get control 6f the program.

The actual technique was to shifﬁ from an organization of the

College into two subdivisions, the senior course and the Jjunior

course, with a naval officer in charge of each. Instead we estab-

lished three academic departments with control over all of the

teaching resources. We gradually stripped the two college directors

11
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of their assets and turned their functions into the equivalent
of being Deans of Students. The organization is actually more
logicai and in line with normal academic procedures. I took
it, however, not for organizational efficiency, but in order
to establish control over the new program. It just did not

"new

appéar feasible to get the same "old dogs" to perform
tricks" in the samé organizational environment as before.

Secoﬁdly, the blitzkrieg approach almost forced me into
more personal control over the new program than was desirable.

I found it necessary to oversee and to approve all conception
mechnical and administrative aspects as they developed. In-
itia;ly this may have‘been necessary and satisfactory in the
long run one of the great strengths of the ﬁew program was in
allowing the faculty to gain a sense of responsibility and
stake in the program.

Thirdly, the blitzkrieg approach naturally attracted
attention not only in the Navy but in the other military services,
We were therefore pushed into an active public relations program
to explain our rational for the changes. Much 6f the criticisms
we received was based on incomplete or incorrect information.

I spend a great deal of time on personal communication with
key flag officers both active and retired, previous Naval War
College supporters and many others. We established an open
door policy with the press to encourage a fair look at what we
are doing. Due to the amount of resistance that developed,

it appeared to me that being totally forthright, and opening

12
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the doors to show what we were doing, would be the only way to’
eliminate doubt and suspicion in the long run. |

‘Where did these resistances come from? Basicaliy there
were five différent groupings:

o There were special interest groups. Most of
these felt that their.particular area of expertise or concern
was being neglected. For instance, quite a few civilian
international lawyers took exception to.the fact that "Inter-
national Law Week" was disestablished. International kLaw
was factured into the case studies instead, loosing its
individual identification, It also terminated the tradition
of bringing a series of international lawyers to the campus
for International Law Week. These lawyers called upon the
Secretary of the Navy; wroté the Secretary of the Navy and
took other steps to decry the new program without so much as
preparing their case by asking us what we were doing instead.
The only way to counter this was to be patient, to meet with
as many of these people as I could, and to write to as many
as we could. There were'subcomponents of the Navy who felt
that there particular area of concern was also being neglect-
ed. Throughout the entire two years here I have found it
necessary about once a gquarter to respond to a letter from
a 3 or 4 star flag or general officer as to why his particular
area is not being specifically covered by a separate course
of study. It is amazing how many people in the military look

at the 450 military officers who are assembled for 10 months
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at the War College and view this as a great opportunity
to indoctrinate them into one thing or another.
o There were of course alumni andgfriends of the

War College who regreted seeing any substantial change.
Some of these were influential civilians who advise:and
support top people in the Navy. Some were junior officers
that were placed in spots as executive assistants.and
military aides. Some, of course, more senior officers,
probably some of the 170 who are no longer inivted to
lecture at the War College. About all we could do with
this opposition was again to be patient, to give a little
here and there, and to ride it out. Basically I hoped
that as.our graduates began to go back to the fleet they
would carry the message with them that the course was
beneficial. Beyond that, we developéd the Annual Report
which was an effort to explain the'new program and we
attempted to insure distribution of this to the principal
opponents, as well as the friends of the new program.

There was considerable opposition‘from the Retired
Flag Officer community. In essence, I diagnosed this as
being more opposition to Admiral Zumwalt and not necessar-
ily to the program itself. I tried to communicate with
those who were most skeptical. Beyond that, there was
little we could do, besides again being patient.

There was considerable opposition within the faculty
of the War College itself. This ranged from downright

opposition and attempts to sabotage the program to expres-
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sions of discontent that were very disturbing to the
students. The oppostion focused in two are%s that easily
could have been anticipated. First was the %ressure for
more contemporary focus and then pressure foi more com;'
rleteness in what we were doing. We worked éround this
opposition in part by shuffling people into different jobs
where they were not as close to the students. |

Finally, there was opposition from within the student
body themselves. This can hardly be blamed on them or
unanticipated. Any precipitate change in direction from
what a student expected when he received his orders to
the War College was naturally viewed with suspicion. With-
in the students there was particular pressure to place more
emphasis on the contemporary scene. These students are very
much concerned with their next assignﬁent and their perfor-
mance in that assignment. We employed several techniques to
understand and minimize this student opposition 1if possible.
Once a month, I met with any students who would like to ex-
press their opinions on the course or any other subject. We

distributed questionnaires at the end of each sub-section

of the course and at the end of the year. I read each of

these carefully and responded in writing to all of the end-of
~the-course questionnaires. I wrote personally to the
students six months after they graduated. I explained the

changes we had made as a result of their guestionnaires and

solicited further comments. As these comments have come in

15 :
Approved For Release 2003/04/18 : CIA-RDP80B01554R003600250001-9
|




: Approved For Release 2003/04/18 : CIA-RDP80B01554R003600250001-9

we have been pleased to note that quite a few of them
expressed a feeling that the course is proving of value to
them thoughithey were skeptical or opposed éo the program
when they graduated. |
What, then, have been the results? It is unequivocal that

the blitzkrieg has succeeded. The new course is in effect.
It is working. It is working well. The second Crop of
students are particularly enthusiastic about it, having
arrived under no misapprehension as to what they could expect.
This is not to make an evaluation on whether the new course
is better than the old.v It is simply to confirm that innova-
tion can take place within the military establishment. Whether
it is worthwhile to do it in this manner, whether it will
survive over time, only time can tell. There are a few things
that I would do differently if I had it to do over:

© As part of the initial blitzkrieg my opening
address to the student body was véry strong, in fact overly
abrasive. This probably encouraged some of their resistance.

e My monthly sessions with the students.developed
too frequently into gripe sessions. Overall this and other
factors led us ipto a syndrome of constantly taking our own
pulse, retrospection. We were paranoicly asking whether the
new course was working. The result was that we probably fo-
cused more attention on symptoms and problems than we would

have noticed otherwise.
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© Having it to do over again, I would have fired
some of the faculty preemptorily!

Again, the purpose of this piece is not to advertise
that which we accomplished in this innovation was good or
better, it is simply to contend that innovation can take
'place under the right circumstances and to attest that
" while it takes a lot of work and planning, it is fun and

a challenge.
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EDUCATIONAL INNOVATION AT THE NAVAL WAR COLLEGE
1972-1974
A CASE STUDY

The purpose. of this'papervis to describe the prqcess‘of
;;;ovation and education at the NaValvwar College from 1972 to
1974. It is not to support 6r-advertise what was dohe, but
rather to examine how it was done, what opéosiﬁion was encountered
-and what leséons were learned. !

After I received my assignment as president of the NaVa; f
War,éollege in February 1972, I had about 5 months to prepare
myself for these new responsibilities before actually assuming
them.’ (Forvfour of thoée months Ivdid this‘as an off duty
function.) The first question I sought to answer was "What -
should one teach at a WariCollege?“ In éhort, what does a mid-
career military officer need to learn in'ordervto improve his
effectiveness and productivity. 1In essence; this really amounted
tQ asking the question, "What is the objective in having a War
College?"

To proceed in this direction I asked a small group of
respected educators, industrialisis, bureaucrats, and naval

officers to join me in Washington for a one day conference.

This included the Presidents of two of our major universities,
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presidents :of two major corporations who do business with

thevmilitary,'five men who held top level positions in the
Staté Department, Department of Defense, and the National
Security Council andiwere_now in academic posts,.and oné,junior‘and
one senior naval officer with what I consider to béiprogréssive
outléoks. The Chief of Naval Operationé, Admiral Zumwalt, agreed
to joi;’with us for an hour of this conference. During the
conference I asked the participants to diScués what they believe
were the strengths‘and weaknesses of mid-career militafy oﬁficers.
out of this discussion I began to see several objectives for a
¥ War College:

1. To reduce the excessive conformity of thought which
miliéary officers exhibit by exposing them to a wide diﬁersity
of ideas. .

2. To counteract the ﬁarrowness of viewpoint which many

- military officers evidence. In particular; the military-incdus-

trialist who were present pointed out that in their view military
officers were usually out of touch by six mohths or a year with
trends in the country; that they never gquite appreciated that
the changes they made to their hardwéré cost money; and they
really were oblivious to the fact that industry muét make a profit

in order to continue servicing them.

2
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3. That there was a vast scope of factual information
worth éransmitting to these students. FEach time some member 6f
the group;proposed another squect that was of undoubted‘value
to theseistudents, oﬁe of our grbup kept bringing us back to
the issue of why wé wanted to transﬁit.that rather than something
else; {It:becamé reédily apparent that itvwould be iﬁposéible to
update these officers on all of the factual things with as
disparéte futures as a.War'College class would encountéf.‘ The
idea, therefore; emerged‘that developing a method of thinking
or way of approaching problemé was a more sultable objective fof
mid-career miliﬁary education.

4. Overall the first step in any innovation appears to me
to be establishment of one's objectives and this conference
clearly helped me to set Quch an objective.

A second step in innovation is to assess what the existing
situation is, énd then to match that against thé oﬁjective. In
téking a thorough look at the War College program in existance
I found the followingvpoints which did not'appearAto be in line
wifh the basic objéctive I had established:

1. A review of the syllabus showed that theré were literally
hundreds of subjects covered. . Every Navy community was rep- |
resented: Anti—submarine Qérfare, anti-air warfafe, submarines,

3
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intellig=nce, oceahography, etec. T attributed this to historical
ciréumstance- Prior to World wWar II thelobjective of the Naval
War'Colleée was to teachhofficers how to beat the Japaneée
fleet. In'the-immediaté.post WW II era the entire military
establishment became increasingly éwaré of the interaétiqn betwaen
military considerations and diplomatic and political; Thé scdpe
of the.War College program waé extended to include substantial
emphésis on-international relations. Beyond thaﬁ, every yéar
frbm then on something new.was'added to the'curriculum due to
the pressures or'tﬁe.Vogue of the day. There came a time when
Balance of Payments was now something of interest o the military:
there came a time when the planning programming and. budgeting
system was the latest innovation; there came a time when melti-
polarity was replacing bi-polarity as the current terminology; efc.
It appeéred'to me that each time a new to?ic such as these was
‘added to the.curriculum only a sﬁéller slicé of something was
removed. The result was a course constructed by accretion and
oné that lacked discernable form. There was really no hope
that so many subjects could be covered in an adequate manner.

o Decision: Therefore, it appeared to me that we should
reduce the diversity of subject matter and teach a fewef number

of subjects but teach them éach in depth. Basically this required

4
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a commitment to leaving things outfof the curricﬁlum that would
be worth the students studying. It\ﬁould take a conscioue de-
liberate and sutbborn policy to doithis.:'.

" Another characteristic of the existing course is,thet it

was very much_oriented towafds curreﬁt;events. The emphasis
on international relations had deveioped into a concern for
covering ;he‘contemporarybinternatioﬁal picture, This included
thevouﬁlook end prospects for United States'fofeign policy witﬁ
regard to &afious areas ef the worid and the particular condi-
tione extant in various countries and areas.: The problem with
this approach is that if the material were in fact current i£
muet also be tiﬁe sensitive. Therefore the value to student
would appear to be shortllived..
) . Decision: This»led to a concept of ceonstructing a>coprse
;that would be of more permanent value to the student, a course
that~should bring about a fundamental.improvement in the offi-
cer's capability rather than a one time updating. This again
would reguire a deliberate and stubborn’pelicy of resisting
pressures ana tendencies to concentrate.on items of near term
value. | |

In the previous school year there were over 170 outside
lecturers who visited the.campus. You cannoﬁedesign a course
around such a series.of guest speakers over whose lecture con-
tent you have no control. Yoq never will know what the course
is going to be from year to year under these circumstances. As

5

Approved For Release 2003/04/18 : CIA-RDP80B01554R003600250001-9




Approved For Release 2003/04/18 : C.A-RDPSOBO1554R003600250001-9

a conconitant to this, in addition, the minds of the faculty

‘need ﬂot be engaged under. these circumstances. The faculty were
~in fact, constructing curricula, and then“recruiting and adminis-
tering the visitor who would teach ﬁhosevcurriculé. ‘Thé end re-
sult was a dearth of intellectual stimuli on the campus inself.

Decisioﬁ: If;the basic objective is to improve the offi-
cer's thlnklng process, the stress on lectures should be reduced
in favor of more reading and wrltlng on. the part of the 1nd1v1dual
student. Concomitantly, we must establish a high grade in-house
capability fo»teach. |

The existing program included several field trips for the

students. One of these was to the United Nations in New York,
and another to the Royal Coilege of Defence Studies in London.
Each of these was expensive in both dollars and time. It was
not clear to me why either the United Nations or Great Brifain
were particular subjects on wﬁich to focus at this particular
time and in this particulér course. How did they reinforce what
the War College was attempting to teach? Were they really neces-
sary, or could the time and money be better employed iﬁ.other.
Ways?

Decisioﬁ: Thé.benefits of field trips did not appear to
be worth the cost particularly in the stﬁdentfs time. They were
to be eliminated and the money employed for purchasing books which

the students would utilize and then retaiﬁ.
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- There was an extracurricular master‘s-degree program in
association with George Washington Un1vers1ty This program
clearly competed for the time of those students who enrolled
in it (approximately‘SO% ot the student body). There was little
doubt that when faced by a conflict between two masters, the
student ooted to serve'the one who granted a sheepskln. If thlS
George Nasnlngton program was needed to prop up the Naval War
College academlc program, then the Naval wWar College was not
doing‘its job, particularly‘for the 50’ of the students who
were not enrolled in the George Washlngton exerc1se. Beyond
all thls, the Navy has about three times as many officers with
_ Master's_degrees in International Affairs as it has reason to
employ. The question arose as to why we were encouraging more.

-Decision: In view of the questionableness of this pro-
gram and yet its popularity, the decision was made to conduct
a controlled,experiment during the first year of the new pro-
gram. One ot the two colleges would be permltted to continue
the ass001ated degree program, while the other would not. At
the same tlme, the Naval War College program; in both colleges,
would be strengthened and made more demanding for the students.
At the end of this experimentation period, it was clear that
only exceptional students could meet the demands of both courses.
Unfortunately, there was no way to selectAthose who could carry
both work loads at the beglnnlng of the year when 1t was neces-

sary to select these students.
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The top officers in their respective.year groups were

not clamoring to be assigned to the Naval War College. Instead
they were looking for "career-enhancing" assignments, usually
in the Washington arena. |

F ® Decision: It would be neceesary to encourage the
Bureau of Naval Dersorlnel to assign its better officers to the
War College. This did not appear, however, to be a long term
solutlon. Only by making the course more attractive so that
it would "pull" officers to it could we expect to attract
‘the better officers overvtime; It appeared that the
"attractiveness” of the present course was in some degree founded
on a lack of academic pressure. This presented the challenge
do me of making the'course more academically demanding and .

' yet more attractive to the individual student. Clearly this

b _,,_(

meant\tha% the course had.to have a discernable payoff in terms
‘of improved capability for performance in the individual officer.
Having establiehed an objecﬁive and-basic procedures; |
the nexf step in innowvation was to.develop a curriculum to
- fulfil these requirements. I attempted this gradually over the
lfive month period through conferences with'educatoré) military
officer, and people familiar with the bureaucratic process in
the Department of Defense. It appeared to me that naval officers
;at Fld career needed enhanced lmprovement of their ability

to approach a problem in three distinct areas: Broad national

strategy; the allocation of resources in defense; and the

8
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employment of naval forces tactically. Since the-basic
objective was to improve methods of approaching'problems

and making decisions, i opted to concentrate on a case study
approach. The objective here was to get awaj'from.the
excessive conformity of thought and'narrowness of riewpoint
by ut11121ng case studies that would brlng out numerous
equally "correct" solutlons to any given problem - To avoid
the pltfalls of empha51s on contemporary data, I decided to
empha51ze the hlstorlcal approach to these case studies. 1In

the case of strategy thlS mlght have'meant going as far back-

as Thucydldes and looklng at various cases in strategic decision
making. In resource aﬁlocatlon or defense economics itvmeant
looklng at recent. bnt generally completed, decisions in the_.
assignment of dollars or manpower. In tactics it meant looking
at largely hypothetical cases with some historical accent

also. .We were able to shape—up the case studies in strategy
before I reported aboard and even to order manonf the textbooks.
Only the board shape of the DefensevEconomics course had

evolved, and even lﬂss of the Tactics course. Thus the decision

was made to phasemln the new program sequentially with the

Strategy course commencing in September, the Defense Economics

course in December, and the Tactics course in April. |
What, though, were the rlsks of 1nnovat1ng in this abrupt

a manner? Certainly any 1nnovator nmust weigh’ hls'expected

risks against the expectea'benefits. I saw the following:

® There was clear danger that we would not be able

to define the new program in time.
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® There was a danger that  we would not be éble to
find the right people to teach the new prégram. Could we
actually put a team together which would implement it on such

a short oxder? | |

é"Would we be ablé to sell the new proggam}to thg

"powers that be"? | |

" @ What were the daﬁgers if the new program were a
flop? 'Could the Naval War College's reéutation'survi&é?.v

Nineﬁy perceﬁt of thé-incumbents at fhe War_Collége\advised
 >me that it could not be done in time: We .could not get the

faculty; we could not get the bboks and ﬁaterials that would

be required; we could not get the lecturers committed; Wé

could not get the printing done; we.could not mold the faculty
into a team properly etc. At the same time I looked at twé of
the plusses that I had going for us. One was that Admiral
AZuhwalt,had given me hié full support and encouragement to

~make the éhanges I saw-fit. I would like to add.thatvhe not'-'
only did.this in advanceééf my arfival at the War'Coliége,.

g but‘throﬁghout thélfirst”year‘df:this‘new experimentjsﬁpéﬁrted‘.'
the program ﬁnstiﬁﬁiﬂgiy;; i'am:well aware*thé=hevreceived
numerous phohe calls,~letters,-and §£her fofms of complaint

-as to what.I was doing. During that yéar’he never passed any

- of these to me to prepare the response Qr'to justify my
positibﬁ; He shbuideredvthat.bﬁrden entirelyvhimself, and

shielded me as much as was humanly possible from such opposition.

10
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Secondly, my immediate superior, Vice Admiral Chris

-Cagle,'Chief of Naval Education and‘Training also gave me

his total support ihcluding the authority.to deal directiy

with Admiral Zumwalt on matters of educational substance. Both

of these forms of.sﬁpport were utterly essential to the. outcome.
In making the innovation-happen, perhaps the most critical

deClSlon was whether to. proceed in a gradual and piecemeal |

fashion or to do it in what I would term a blitzkrieg

manner. I decided that if we wanted to accomplish a major

change that we had to use the Blitzkrleg approach rather than

a gradual one, I felt that I would be absorbed by the educatlonal

bureaucracy of Newport lf we attempted to introduce the program

over a period of time. I thought the program would consequently

‘become watered down. There would be a real danger of havihg the

worst of both possible worlds. This decision to make a frontal

approach in a Blitzkrieg manner is. certainly one of the most con-~

troversial that I had to take. It inexorably led to certain other

actions on my part» One of these was a decision to break down the

- established heirachy and organization I did thlS both to get my

| own people 1nto the key jobs and to get control of the program.

"The actual technique was to shift from an organizatlon of the.

Coilege into two scbdivisions,'theisenior course and the janior

course, with a naval officer in charge of each. Instead we estabf

lished three academic departmehts with control over all of the

teaching resources. We gradually stripped the two college directors

11
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of their assete and turned their functions into the equivalent
-of being Deans of Students. The organlzatlon is aotually more
logical and in line w1th normal academic procedures. I took
it, however, not for organizational efflciency, but in order
to establish_control over the'new'program it just did not
appear feasible to get the same "old dogs" to-perform "new -
tricks" in-the same organlzatlonal env1ronment as before.

éecondly, the blltzkrleg approach almost forced me into
more personal control over the new program than was desirable.
T found it necessary to oversee and to approve all conceptlon
mechnlcal and administrative aspects as they developed. In-
itially this may have been necessary and satisfactory in the
long run one of the great strengths of the new program was in
allow1ng the faculty to gain a sense of responsibility and
stake in the program. |

Thirdly, the blitzkrieg aporoach naturally attracted
attention not only in the Navy but in the other military services.
We were therefore pushed into an active public~relations program
to explain our rational for'the changee. Much of the criticisms
we received was based on incomplete or ihcorreot ihformation.
I spend a great deal of time on personal communication with
key flag officers both active‘and‘retired, previous Naval War
College supporters and many others. We eetablished an open
door policy with the press to encourage a fair look at what we
are doing. Due to the amount of re51stance that developed,

it appeared to me that being totally forthright, and opening

12
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the doors to show‘what we were doiﬁg, would be the only way to
eliminate doubt and suspicion in the long -run. |

Where did these resistances come from? Basically there
were five different groupings: '

o Therevﬁeré special interest groups. Mbst of
thesé feltvthat their particular area of expertise dr concern
- was being_néglected. For instanée, guite a fewfciviliaﬁ
international lawyers took exception to the fact that "Inter-
national Law Week" was disestablishedf .International Law
was factured into the case studies instead, loosing its
ihdividual identification, It also terminated the tradition
of bringing a series of iﬁternational lawyers to the campus_
for International Law Week. These iawyers called upon the
Secretary'of the Navy; wrote the Secretary of the Navy and-
took other.steps to decry the new program without so much as
preparing their case by asking us what we were doing instead.
The onl? way to counter this was to be patient, to meet with
as-many of these people as I éould, and to writé to as many
as we could. There were subcomponents_of‘the Navy who felt
that there particular area of concernvwas also being neglect- 
ed. Throughout the;entire two yvears here I have found it
necessary about once a quarter to respond to a letter from.

a 3 or 4 star flag dr general officer as to why his particular
area is not being specifically covered by a separate course
of study. It is amazing hbw many people in‘the military‘look

at the 450'military officers who are assembled for 10 months
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at the War College and view this as a great opportunity
to indoctrinate them into one thing or anéther. |
0 There were of course alumni and friends of the

War College who regreted Seeing_any substantial change.
Some of these were influential civilians who adviseiand
support ?o? people in the Navy. Somé were junior offiqers
thét Qére,placedjin spots as-executive assistants and
hilitary éides. Some, of course, more senior officers, .
proﬁably some of the 170 Who are no longer inivted to
:lecture at the War College. " About all weicoula dé Qiﬁh-
this opposition was again to be patient, to_giVe a little
here and there, and to ride it out. Basically I hoped
tha# as our graduates began to go back to the fléet they
would carry the message with thém that the course was
~ beneficial.. Beyond that, we developed the Annual Report
which waé an effort to exélain the new program and we
attempted to insure distfibution of ‘this to the principal
opponents, as well as theAfriends of.the new program. |

There was considerable 5ppositionlfrom the Retired
Flag Officer community. In essence, I diagnosed this as
being more opposition to,Admirél Zumwalt and not necessar-
ily to the program itself. I tried to communicate with:
those whé were most skeptical. Beyond thét, there>was
vlitfle we could do, besides aéain being patient.

There was considerable opposition within the facuity
of the War College itself. This ranged from downright

opposition and attempts to sabotage the program to expres-=.
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~sions - of discontent that were very disturbing to the

"students. The oppostion focused in two areas that easily

could have been anticipated. First was the pressure.for
more contemporary focus and then pressure for more com;
plefeneSs inﬂwhat‘ﬁe Were doing. We worked around this
opposition in part.by shuffling people into different jobs
whereﬂthey were not aé cloée.to the studenﬁs_ |
Finally, there was opposition from within the student
body themselves. This can hardly be blamed on them or

unanticipated. Any precipitate change in direction from

"what a student expected when he received his orders to

the War College was naﬁurally viewed with‘suépicion. wWith-
in the students there was particular pressure to place more
emphasis on the contemporary scene. These étudents are'very
much concerned with their next assignment and their perfor-
mance in‘that assignment. . We employed several techniques to

understand and minimize this student opposition if possible.

Once a month, I met with any students who would like to ex-

press. their opiniohs on the course or any other subject. We

distributed questionnaires at the end of each sub-section

of the course and at the'end of the year. I read each of
these carefully and responded'iﬁ‘writing to all of the end-of
-the-course questionnaires. I wrote personally to the
students six months after they graduated. 'i'explained ﬁhe-
changes we had made as a result of théir questionnaires and

solicited further comments. As these comments have come in



Approved For Release 2003/04/18 : CIA-RDP80B01554R003600250001-9

we have heen pleased to note that quite a few of them
expressed a feeling that the course‘is proying Qf value to
them though they were skeptical or opposed to the progfam
when theg graduated |
~What, then, have been the results7 It is unequivocal thatr
the olltzkrleg has succeeded The new course is in effect
It is working. It is working well. The second crop of
\students are partlcularly enthu31ast1c about it, having
arrlved under no misapprehension as to what they could expect.
- This is- not to make an evaluatlon on whether the new course
“1s better than the old. It 1s simply to confirm that 1nnova;

tion can take place within the mllltary establlshment Whether

it is worthwhlle to do it in this manner, whether it will

survive over tlme, onl;/ tlme can tell. There are a j:ew thlngs _
; _— R y
that I would do differently if I had it to do over: J

® As part of the initial blltzkrleg my opening

address to the student body was very strong, in fact overly
abrasive. This probably encoufaged some of their resistance.

| ® My monthly sessions w1th the students developed
i - too frequently into gripe sessions. .Overall this and other
| factors led us into a syndrome of constantly taking our own
pulse, retrospection. We were paranoicly asking whether the
hew course was working. The result was that we probably fo—'

cused more attentlon on symptoms and problems than we Would

have noticed otherwise. -z
16
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'® Having it to do over again, I would have fired

some bf the faculty preemptorily!'
Again, the purpose of this piece is not to advertise
that which we ac;:ompllshed in this innovation was good or

bette;, it is 31moly to contend that 1nnovatlon can Lake

place under the right -circumstances -and to attest that

while it'takes a lot of work and planning, it is fun and

-a challenge.

17
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EDUCATIONAL INNOVATION AT THE NAVAL: WAR COLLEGE
1972-1974
A CASE STUDY

The purpose of this paper is to describe the process of

Tty

inﬁovation and éducation at the Naval war College from 1972 to
1974. It is not to‘support Qr.advertise what was done, but
rather to examine how'it was done, what opéosition was encountered
-and wha; lessons wereAleérned. |

After I received myAéssignment as President of the Naval f
War ébllege in February 1972, I had about 5 months to prepare
myself for these new responsibilities before‘actually assuming
them. (For four of tho;e months I did this as an off duty
function.) The first question I sought to answer was "What
should one_teach‘at a War>College?" -In éhort, what does a mid-
career miliéary officer need to>léarn in<order_to—improve‘his

'effectiveness and productiVity. In essence, this feally amounted

to asking the question, "What is the objective in having a War
College?2" |
To ptoceed in tﬁis direction I asked a small group of
respected educators, industrialists, bureaucrats, and naval
officers to join me in Washington for a one day conference.

This included the Presidents of two of our major universities,
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' “the presidents ofAtwo major corporatipns who do business with
the miliﬁary, five men who held top lével stitioné in the
State Department, Department of Defense, and the National
.Security Council and were now in academic pésts, éna oné(junior and
bone senior navél officer with what I consider to bé‘progressive
outloQk§. . The Chief of Naval Operations,.Admiral-ZUmwalt, agreed
to joiniwith us for‘an hour of'this conference. During fhe
conference I asked the participahts to discuss what they believe
were the strengths and weaknesses of mid-career military offigers.
Oﬁt of this discussion I began to see severél objecti&es for a
War College:

1. To reduce the excessive conformity of thought which

military officers exhibit by expoéing them to a wide di&ersity.
of ideas. |

2. To counteract the narrowness of viewpoint whiéh many
military officers evidence. 1In particuiar; the militéry—ihdus—
trialist who were present pointed out'thairin their view military
officers were usually out of touch by_six‘months or a year with
>trends in the country; that they never quite appréciated that
the changes they made to their hardware.cqst méney; and they
really were oblivious to the fact.that indﬁstry must make a profit

in order to continue servicing them.
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3.' That there was a Vast scope of factuai information
worth ﬁransmitting to these students. Each time some member of
the group proposed another subject that wés of undoubted value
to thése'students, oﬁe'of our group kept bringihqus back to
the issue of why we wanted to transﬁit that rather than something
eise. {It‘beéame readily ap?arent that it would be imposéible tob
update these officers on all of the factual things with as
disparate futures as a'War'College class would encoﬁnter. The

idea, therefore, emerged that developing a method of thinking

or way of approaching problems was a more suitable objective for

mid~career military education.
first step in any innovation appears to me

to be establishment of one's objectives and this.confefence
clearly helped me to set such an objective.t

A seéond step in innovation is to assess what the existing
situation is, and fhen to match that against the objective. In
taking a thorough look at the War College program in existance
I found the following'points which did not appear to be in line
with the basic objéctive I had established:

‘l. A review of the syllabus showed that there were literally
- hundreds of subjects covered.  Every Navy community was rep-

resented: Anti-submarine warfare, anti-air warfare, submarines,

3
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iﬁtelligénce, oceahoqraphy, etc. I attributed this to histori¢al
. circumstance. Prior to World War II fhe Qbﬁective of the Naval
War College was to teachAofficers how to béat_the Japaneée

fleet. In the immediate post WW II era the entire»military
’establishmeng became increasingly aware of the interaction between
military éqnsiderations and diplomaticvand political;' Thé écope
4of the War College programﬂwas extended to inciude substantial
emphésis on.international relations. Beyond that, every yéar

from then on something new was added to the curficulum due tb”

the pressures or the Yogue of the day. There came a time when
Balance of Payments was‘nOW'something of interest to the military;
there came a time when the planning programming and budgeting
-SYStem was the latest innovation; there came a time when multi-
polarity was replacing bi-polarity as the current.terminology; efc.
It appeared to me that each time a new topic such as these was
‘added to the~curriculum ohly a sﬁaller slicé of éomethingbwas
removed. The result was a course constructed bﬁ éccretionvand

oﬁe that lacked discernable form. .There was really no hopé

that so many subjects could be covered in.an adequate manner.

@ Decision: Therefore, it appeared to me that we should

reduce the.diversity of subject matter and teach a fewer number

of subjects but teach them each in depth. Basically this‘required

4
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a commitment to leavingvthings out of thevcurriculum that would
be worth the students studying. It would take a conscious de-
liberate and sutbborn policy to do this. .
" Another characteristic of the existing course is thét it
was very much_orientéd towards current events. The emphasis
on international relations haa developed into'a concern for
coverigg'ﬁhe contempofary‘international picture. This included
the ouélook_and prospects fof United States foieign policy with
regard to ?arious areas of the world and the particularvcondi—
tioné extant in various countries and areas. The problem with
this approach is that if the material were ih fact currént iE
must also be time sensitive. Therefore the value to student
would appear to be short lived.
Decision: This led to a concept of constructing a course
'~ that would be of more permanent value to the student, a course
that should bring about a fundamental improvement in the offi-
cer's capability rather than a one time updating. This again-
would require a deliberate and stubborn policy of resisting
pressures and tendencies to. concentrate on items of near term
value.

In the previous school year there were over 17O outside
lecturers who visited the campus. You cannotxdesign a course
around such a series of guest speakers over whose lecture con-
tent you have - no control.’ You never will know what the course
is going to be from year to year under thesé circumstances. As

5
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a concomitant to this, in addition, the minds of the faculty
need ﬁot be engaged‘under theée circumstances. The faculty were'.
in fact, constructing curricula, and then'recruiting and adminis-—’
tering the visitor who would teach those curriculé. The end re-
sult was a dearth of intellectual stimuli on the campus inself.

Decision: If the basic objective is to improve the offi-

cer's thinking process, the stress on lectures should be reduced

in fa&br.of more reading and Writing on the part of the individual
‘student. Concomitantly, we must establish a high grade in—house
capability to teach. |
The existing program included several field trips for the
students. One of these was to the United Nations in New York,
and another to the Royal College of Defénce Studies in London;
Each of these was expensive in both dollars and time. It was
not clear to me why either the United Nations or Great Britain
were particuiar subjects on which to focus at this particular
time and. in this particuldr course. How did_they reinforce what
the War College was attempting to teach? Were they really neces-
sary, or could the time and money be better employed in other
.ways?'
Decisioﬁ: The benefits of field trips did not appear to
be worth thé cost particularly in the ;tudént;s time. They‘were
to be eliminated and the money employed for purchasing books which

the students would utilize and then retaiﬁ.
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There was an extracurrlcular master's degree program in
a55001atlon with George Washington Unlver51ty. This program
clearly'competed for the time of those students who enrolled
in it (approxi mately 50% of the student body). There was little
doubt that when faced by a conflwct between two masters, the
student opted to serve -the one who granted a sheepskla. If thls
George Washlngton program was needed to prop up the Naval War

-College academlc program then the Naval War College was not

. doing’ 1ts job, partlcularly for the 50 of the students who
“were not enrolled in the George Washington exercise. Beyond
all this, the Navy has about three times as many officers with

 Master's degrees in International Affairs as it has reason to
employ. The question arose as to why»we were encouraging more.

.Decision:< In view of the questionableness of this pro-

7gram and yet its oopularlty, the decision was made to conduct
.a controlled experiment durlng the. first year of the new pro—-
gram.- One of the two colleges would be permltted to continue
theras5001ated degree program, while the other would not. At
the same tlme, the Naval War College program, in both colleges,
would be strengthened and made more demandlng for the students.
At the end of this experlmentation period, it was clear that
only exceptional students could meet the demands of both courses.
Unfortunately, there was no way to select those who could carry
both work loads at the beginning of the year when it was neces-

sary to select these students.
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The'top officers in their respéctivevyear groups were
not clamoring to be assigned to the Naval War College. .Instead
they were looking for "career—enhancinq" assignments, usuallyv
in the Washington arena. |

® Decision: It would be necessary to encourage. the

‘Bureag)of.Naval Perséﬁnel to assign its betté; officers to the
War Coilege. .This did nét appeaf}'hbwevér; to be a iong term -
! " solution.‘ Only by ﬁéking.the course mére attractive so tha£

‘ it would "pull” officers to it could we expect to attract
the better officers over time. It appeared ﬁhat the
"attractiveness" of the piesent course was in some'degree founded
on a lack of academic pressure. This presented the challenge

do me of making the course more acédemically demanding and .

yet more attractive to the individual student. Clearly this

A,T??Q?LF§33 the coursé had to have a discernable payoff in terms

of improved capability for performance in the individuél officer.
Having estébliéhed an objective'and basié prbcedu£es;

the'nexf sﬁep in innovation was to develop a.curriculﬁm to

- fulfil these requirements. I attempted'this gradually over the
five month period fhrough conferences with educators, milifary
officer, énd people familiar with the bureaucratic process in
the Department of Defense. It appeared to me that naval officers

e ey ‘ .
at mid-career needed enhanced improvement of their ability
z .

to approach a problem in three distinct areas: Broad national

strategy; the allocation of resources in defense; and the

8
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émployment of naval forces tactically. Since the basic
objective was to 1mprove methods of approaching problems
and making decisions, I opped to concentrate on a case study
dpproach. The objective here was to get away’from the
excessive conformity of thought and narrowness of plewp01nt
by utilizing case studies that would brlng out numerous
équall; "porrect" solutions to any given problem. = To avoid
the pitfalls of emphasis on contemporary data, I decided to
empnaSLZe the hlstorlcal approach to these case studies. In
the case of strahegy thla mlght have meaht goiné as far back-
‘as Thucydldes and looklng at various cases in strategic decision
making. In resource aFlocatlon or defense eéonomics it meant
looklng at recehh uhhé generally completed, dec181ons in the
assignment of dollars or menpower. In tactics it meant looklng
at largely hypothetical cases with some historical accent
also. Werwere able to shape—up the case studies in strategj
before I reported aboard and even to order many of the textbnoks.
Only the board shape of the Defense Economics course had
evolved, and ev;ni%ss of the Tactics course. Thus the de0151on
was made to phase in the new program sequentially with the
Strategy sourse commencing in September, the Defense Economics
course in December, ana the Tactics course in.April.

What, though, were the risks'of‘inhéVating in this_abruptv
a manner?  Certainly any ihnoVator must weigh his expected
risks against the expected-benefits. I saw the following:

@ There was clear danger that we would not be able

to define the new program in time.
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@ There was a danger that we would.not be able to
find ﬁhe right people to teach the new:prdgram. Could we
‘actually put a team together which would implement it on such
a éhort order?

@ Would we be able to sell the new program to the

"powers that be"?
im What were the daﬁgers if the‘new program were a
- flop? _CoUld the Naval War'Collegefé reputation survivé?
Ninety percent of theAincumbents at. the War Collegé advised
me that it could not be done in time:. We could not get thef
faculty; we could not get the books and materials‘that would.
be required; we could not_get the lecturers_qommitted;xwe
could not get the printihg done; we could not mold the faculty
into a team properly etc. At the same time I 1oned at two of
the plusses that I_had going for us. One was that Admirél
Zuﬁwalt_had given me his full support and encouragement to.
make the changes I saw fit. I would like té add that he not
only did this‘in advanceiof my arfival_at.the War College, |
' bﬁt thrdughout the first year of this new experimentusupborted
the program unstintiﬁgly.f I am well aware'thé'he received
numerous phone calls,~1etteis,»and 6ther forms of complaint
as to‘what I was doing. During that year he never passed any
~of these to me to prepare the response or to justify my
‘position. >Hevéhouldefed:fhaﬁ'ﬁufaén entirely himself, and

shielded me as much as was humanly possible from such opposition.

10 .
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Secondly, ny immediate superiQr, Vice Admiral Chris
-Cagle, Chief of Naval‘Education and Training also gave me
his total'suppoft including the authority'to deal.directly
with Admiral Zumwalt on matters of educational substanée. Both
of ﬁhesevférms of.sﬁpport were utterly essential to the outcomé.
In making the innovation happén, perhaps the most critical
decision was whether to proceed in a graduéi and piécemeal |
‘fashign §r td>do.it ih what i would‘term a blitzkrieg
manner. I decided thét if we wanted to accomplish-a major
chaﬁge that we had to'use>the Blitzkrieg approach rather than
a gradual one., I felt that I would £e absorbéd by the.educétional
bureaucracy of'Newpoft if we attempted to_intréduce the program
over a period of time. I thought the program would consequently
become watered down. There would be a real danger of having the
worst ofvboth possible worlds. This decision to make a frontal
appfoach in a Blitzkfieg manner is. certainly one of the most con-
troversial that I had tQ ﬁake. It inexorably led to certain other
actions on my part. One of these was a decision to break down the
| established_heifaéhy and organization. I did this both to get my
‘own people inﬁo the key jobs and to get control of the program. -
Thé actual techniqﬁékwas to sﬁift from an organization of the
College into two subdivisions,’thé‘senior course and the junior
course, with a naval offiéér in charge of each. Instead we estab-
"lished three academic de?artmepts with coﬁtrol over all‘of thé
teaching resources. We g:aduélly stripped.the two college directors

11

A’ppfb\“iéa For Release 2003/04/18 : CIA-RDP80B01554R003600250001-9 "~~~ "~




Approved For Release 2003/04/18 : CIA-RDPSOBO1'55’4R003600250001-9 e

of their assets and turned their functions into the equivalent
':of being Deans of Students. The oféanizétion is actually more
logical and in line with normal academic procedures. I took
it, however, not for organizational»efficiency( but in order
to establishréontroi over the new program. it just did not
appear feasible to get the same ﬂoid dogs"lto perform “"new
tricks" in-the same Srganizational environment as béforé.
éécondly, the blitékrieg approach almost‘forced me into
more persénal control over the new program than was desirable.
I féund it’necessary té oversee ahd to approve all conceptiqn
,meéhnical and adminiétrative aspects as they developed. In-
itially this may have been necessary and satisfactory in the
- long run one of the great strengths of the new ﬁrogram was in
allowing the faculty'to gain a sense‘of responsibility and
staké_in the program. |
Thirdly, the blitzkrieg approachvnatufally attracted
aftention notbonly in the Navy but in the ofher military services.
We were therefore pushed into an active public relations prdgram
to explain our rational for the changes. Much of the criticisms
we received was based onrincompléte-or incorrect information.
I spend a great déal of time on personal communicationiwith
key flag officers both active’énd.retired, previous Naval War
College supporters and many others. We eétablished an open
door poiicy with thé pfeésAto_enéourageva:fair lobk at what we
are doing. Due to the amount of resistancé that developed,

it appeared to me that being totally forthright, and openihg

T 12
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‘the doors to show what we were doing, would be the only way to
feliminate doubt and suspicion in the long run.

Whnere did these resistances come from? Basically there
were fi&e different groupings:

o} There,uere special interest groups. Most of
thes felt that thelr partlcular area of exoertise orvconcern
- was belng neglected  For lnstance( quite a few’ciuilian
1nternational-lawyers took exception to the fact that "Inter-
}natlonal Law Week" was dlsestabllshed Internatlonal Law
was - factured into the case studles 1nstead loosing 1ts -
1nd1v1dual 1dent1f1catlon. It also termlnated the tradition
of bringing a series of international lawyers tobthe campus
for International Law Week. 'These lawyers called upon‘the
Secretary_of the Navy; wrote the Secretary of the Navy and-
took other:steps to decry the new program without so much as
preparing their case by asking us what we were doing instead.
The only way to counter this was to be patient, to meet with
as many of these people as I could and to wrlte to as many |

as we could. -There were subcomponents of the Navy who felt

that there partlcular area of concern was also belng neglect- .

ed.. Throughout the entlre two years here I have found it
necessary about once a quarter to respond to a letter from

a 3 or 4 star flag or general officer as'to why his particular
area is not being specifically covered by a separate course

of study. It 1s amazing how many people in the military look

at the 450 mllltary officers who are assembled for 10 months
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-at the War College and view this as a great opportﬁnity
to indoctrinate them into one thing or anether.
o There were ef course alumni and friends of.the

War College who regreted seeing any substantial change.
Some of these were influential civilians who adViseiand
bupport top people in the Navy Some were juﬁior offieers‘
that were placed-in spots as executive assistants and
mi;itary eides. Some, of course, more senior officers,
_ proﬁably some of the 170 Qho are no longer inivted to
‘lecture at the War College. About all we could do with
this opposition was again to be patient, to give a little
here and there, and to ride it out. Basically I hoped
that as our graduates began to go back to the flee they
would carry the message with them that the course was
beneficial.. Beyond that, we developed the Annual Report
‘which was an effort to exﬁléin the new program and We
' attempted to insure distribution of this to thezprincipal
epponents, ae.well as the friends of‘the new program.

There wae considerable opposition'from the Retired
Flag Officer eommunify; .In essence, I diagnosed this as-
being more opposition to‘Admirai Zumwaltband not necessar-
ily to the program itself. I tried to communicate with:
those whe were most skeptical. Beyond thet, there was
little we could do, besides aéain being patient.

There was considerable opposition within the facuity‘
of the War College itself. This ranged froﬁ downright

opposition and attempts to sabotage the program to expres=
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sions of discontent that were very disturbing to the
seudents. The oppostiOn focused in two areas that easily
could have been anticipated. First was the pfessure for
nore contemporary focus and then pressure for ﬁere com;
pleteness in what we Were doing. We worked around this
opposition in part By shuffling people into different jobs
where, they were not as close .to the students. |
Finally, there was oppositioh from’within the student
.body.themselves. This can hardeWHevblamed>en them or
unantieipated. Any precipitate'chanée in direction from
‘what a student expected when he feceived his orders £o
the War College was naeurally viewed with-suspicion. With¥
in the students there was particular pressure te place more
emphasis on the contemporary scene. These stedents are Very
much concerned with their next assignment and their perfor-
mance in that assignment. . We employed several techniques'to
understand and minimize thlS student opp051t10n if possible.
Once a month, I met w1th any students who would llke to ex—w
press. thelr opinions on the course or any other subject - We
dlstrlbuted questlonnalres at the end of each sub sectlon
of the course and at-the end of the year. I read each of
these carefully and responded‘ih writing to all of the end-of
-the-course questionnaires. I wrote personally to the
students six months after they graduated. I explained the
changes‘we had made as a result of their'Questionnaires and

solicited further comments. As these comments have come in
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we have been pleased to note that quite a few of them
expressed a feeling that the course is prov1ng of value to
them though they were akepttcal or opposed to the Drogram
when tney graduated. |

What, then, have been the results? It is unequivocél that
the blitzkrieg has succeeded. The new course is in effect.
It is working. It is workihg well. The second crop of
,fstudehts are particularly enthusiastic about it, having"
arrived under no misapp:ehenSion as. to what they could expect;
" This is not to make an evaluation on Whethef the new course
is better than the old. It»is simply to confirm that ihnova;
tion cen take place_within the military establishment. Whether
it is worthwhile to do it in this manner, whether it will

survive over the, onlJ time can tell. There are a few thlngs

that I would do dlfferently if I had it to do over: | !

® As part of the 1n1t1a1 blltzkrleg my opening
address to the student body was very strong, in fact overly
abrasive. This probably encouraged‘some of their resistance.

@ My monthly sessions with‘the students developed.
too frequently into gripe sessions. Overall this and other
factors led us into a éyndrome_of constantly taking our own
pulse, retrospection. We were paranoicly aeking whether the
new course was working. The result was that we probably fo—
cused more attentlon on symptoms and problems than we would

have noticed otherwise.
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'@ Having it to do over again, I would have fired
some of the facul£y preemptorilyl
Again,ithe purpose of this piece is not to édvertise
that which we acéompllshed in this 1nnovatlon was good or
better;“;;vls simply to contend that 1nnovatlon can Lake
V Dlace under the right- c1rcumstances -and to attest tna“

while it taxes a lot of work and planning, it is fun and

a challenge.
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